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An analysis of dealers' motivational working environment 
was conducted at three Las Vegas casinos in order to suggest 
possible methods for improving the dealers' motivational 
working environment. Content and process theories of 
motivation, management theories, and previous studies on 
motivational environments are reviewed.
The results of three casino surveys are presented. 
Dealers' attitudes were assessed through a motivational- 
hygiene survey questionnaire. The supervisors' perception of 
the dealers' attitudes were also assessed and compared. Both 
the dealers' and supervisors' survey results were compared to 
previous studies of general industry and hospitality 
employees. Dealers exhibited different attitudes than 
employees of previous studies. Recommendations of how to 
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1CHAPTER I 
THE PROBLEM AND ITS SETTINGS
Statement of the Problem
The purpose of this study has been to analyze and suggest 
possible methods of improving the motivational working 
environment of casino dealers and to compare the motivational 
attitudes and perceptions of casino industry employees to 
hospitality and general industry employees.
Subproblems
There are four subproblems.
1. To determine the motivational attitudes of casino 
dealers and if management has correctly perceived these 
att itudes.
2. To compare the motivational attitudes of casino 
dealers with the motivational attitudes of hospitality and 
general industry employees of previous studies.
3. To compare the perception of employee attitudes by 
casino supervisors to the perception of employee attitudes by 
general industry and hospitality supervisors of previous 
studies.
4. To analyze how management may improve the dealers' 
motivational working environment.
2Hypotheses 
There are three hypotheses.
1. The perception of casino dealers' motivational 
attitudes by casino supervisors are different than the actual 
motivational attitudes of casino dealers.
2. The motivational attitudes of casino dealers are 
different than the motivational attitudes of hospitality and 
general industries employees of previous studies.
3. The ranking of the ten motivational-hygiene variables 
by casino supervisors would be the same as the ranking of the 
ten motivational-hygiene variables by hospitality and general 
industry supervisors of previous studies.
Limitations
There are five limitations to the study.
1. Prior permission was necessary from each casino 
manager before including each casino in the study along with 
a promise of total anonymity. Thus, the casinos are referred 
to as Casino A, B, and C rather than by name in the study.
2. Twelve casinos were contacted of which three casinos 
agreed to take part in the study.
3. Only one of the three casinos studied allowed the 
instrument to be personally distributed.
4. The influence of the shift boss on the motivational 
environment of each shift is recognized. Due to the limited 
sampling, the influence of the shift boss could not be 
addressed in this study.
35. The instrument used in the study and in previous 
studies uses an ordinal scale, producing ordinal data that are 
nonparametric and limits the statistical analysis which can be 
performed.
Delimitations
There are five delimitations.
1. To insure the compatibility of results, the study has 
followed the methodology used by Kovach and Goll to determine 
the rank of each variable.
2. The sampling was limited to selected casinos in the 
city of Las Vegas, Nevada due to economic reasons.
3. The selection of the casinos was limited to those 
casinos that employed over 150 dealers in order to have a 
sufficient sample population.
4. The study has not attempted to evaluate an 
organization's values nor suggest any changes in these values 
and has not attempted to address job enrichment.
5. The instrument was personally delivered to each 
casino selected after prior agreement by the casino managers 
as to the time and method of distribution.
Assumpt ions
There are two assumptions.
1. At least three Casino Managers would allow the 
casinos which they managed to be included in the study.
42. The casino dealers and supervisors would be willing 
to answer the questionnaire.
Just i ficat ion
The Las Vegas casino industry has had a history of high 
employee turnover and low job security. As gaming in Las 
Vegas expands, the need for experienced dealers increases 
along with competition for experienced dealers among the 
casinos. In order for management to retain and motivate the 
dealers working in the casinos, management must first identify 
the needs of the dealers. By analyzing the results of the 
survey, management should be able to identify the proper 
motivational methods which will help management create a more 
positive working environment in which these needs may be met.
Definitions
Some terms used may not be familiar to the reader. These 
are identified.
Boxman: A supervisor who sits at the crap table game.
Content theories: Explains what motivates people.
Culture: A set of assumptions or an ideology shared by
members of an organization which should reflect an 
organization's values (Fintel 1989).
Dealer: An employee of the casino who works at the
various table games in the casinos.
Discretionary effort: "The difference between the
maximum amount of effort and care an individual could bring to
5his or her job, and the minimum amount of effort required to 
avoid being fired or penalized" ( Yankelovich & Immerwahr 
1983, 1). Discretionary effort can be either positive or
negative (Goll 1989b).
Floorman: The supervisor who is in charge of a particu­
lar table game in a pit.
Fully ordered ranked data: Data which are not restricted 
to a few categories and will range over a large number of 
cases from the lowest rank position to the highest (Bishop 
1989) .
Fully ordered variable: A variable in which each case
occupies a unique rank, or position (Bishop 1989).
General industry: Industries other than hospitality,
restaurant, casino, and travel.
Management by Values: A methodology that an employer may
use to determine the quality of the environment within the 
organization. It is an approach for developing consistency 
throughout the organization as a basis for clarifying individ­
ual behaviors consistent with the organization's values, thus 
enhancing personal satisfaction and productivity as well as 
organizational stability (Goll 1990, 55-56).
Mean: An average of the sum total for each variable.
Median: The central tendency of the rankings by each
group for each variable. Fifty percent of the rankings are 
above the median and fifty percent of the rankings are below 
the median.
6Motivation: Concerns the conditions responsible for
variations in intensity, quality, and direction of ongoing 
behavior (Vinacke 1962, 3).
Motivational theories: Content and process theories
developed by researchers in the study of human motivation.
Negative motivational environment: A negative working
environment resulting in a negative discretionary effort by 
the organization's employees.
Nonparametric data: Data which does not have the
property of additivity (nonadditive data) (Bishop 1989).
Norms: The "how" of an organization. The policies,
regulations, procedures, administration systems that may place 
restrictions on individual freedoms. The purpose of norms are 
to enhance and protect an organization's values (Goll 1990).
Ordinal scales (or ordinal data): "Rank subjects in some
logical order on some dimension or attribute" (Bishop 1989, 
5). "The rank order implies direction ("greater than", or
"less than") but not distance. Ordinal scales do not indicate 
how much A is "greater than" B, nor how much D is "less than" 
C" (Hammond & Householder 1962, 37).
Pit: The area of the casino where the table games are
physically placed.
Pit Boss: The supervisor in charge of the pit.
Positive motivational environment: A positive working
environment resulting in a positive discretionary effort by 
the organization's employees.
Process theories: Explains why people are motivated.
Shift Boss: The supervisor in charge of all the pits.
Values: Define the purpose of the organization; the
reason it exists; what it stands for. The why of an organiza 
tion (Goll 1990).
8CHAPTER II 
REVIEW OF RELATED LITERATURE 
Introduct ion
A historical review of motivational theories (content and 
process theories of motivation), is presented in reference to 
the subproblems of analyzing the results of the survey and 
analyzing how motivation in the casino industry may be 
improved. A review of the evolution of management theory are 
included. The review originates from the perspective that 
management theory has evolved from Management by Direction 
(MBD) to Management by Objectives (MBO) to Management by 
Values (MBV). MBO and MBV, which utilize motivational 
theories, are reviewed to provide some understanding of how 
management may apply motivational theories in industry. The 
principles involved in creating a positive motivational 
environment follow the review of management theory. Conclud­
ing the review of literature is a review of the studies by 




There are several methods for reviewing the different 
theories of motivation. One method is to classify motiva­
tional theories as either content or process theories. Content 
theories of motivation attempt to explain what motivates 
employees and process theories of motivation attempt to 
explain why employees are motivated (Goll 1989b).
Content Theories of Motivation
Introduction
Content theories of motivation focus on what factors 
within employees start, excite, energize, change or stop 
behavior (Szilagyi & Wallace 1987). A review of three need 
theories of motivation that attempt to explain what motivates 
employees, are presented. The theories are presented in the 
following order: Maslow's Hierarchy of Needs Theory,
Herzberg's Motivation-Hygiene Theory, and Alderfer's ERG 
Theory.
Hierarchy of Needs Theory
Probably the best known theory of motivation and the 
foundation for research on motivation is Abraham Maslow's 
Hierarchy Of Needs Theory (Maslow 1943). The most important 
aspect of Maslow's need theory is that unfulfilled needs 
motivate people to fulfill those needs and lower order needs
10
must first be minimally satisfied before upper level needs can 
be addressed. Maslow also contended that a person can not be 
motivated by attempting to fulfill needs that have already 
been satisfied.
Maslow exemplified his theory of motivation by 
identifying a hierarchy of five needs: physiological, safety,
love, esteem, and self-actualization. Maslow suggested that 
all people will attempt to fulfill these needs progressively 
and repeatedly during their lives. The physiological and 
safety needs are considered to be lower level needs and they 
maybe satisfied extrinsically. The social, esteem, and self- 
actualization comprise upper-level needs and are satisfied 
intrinsically. As each need is satisfied, the individual will 
move up to the next need level. To motivate a person, 
according to Maslow, management would have to understand where 
that person is currently in the hierarchy of needs and focus 
on satisfying that need. Not every individual places the same 
amount of importance on a particular need. In other words, 
esteem may be more important than love to one person but not 
to another person.
Mot ivation-Hygiene Theory
Psychologist Frederick Herzberg developed the Motivation- 
Hvaiene Theory or Two-Factor Theory to understand factors 
affecting job attitudes and to investigate the question, "How 
do you motivate employees?" (Herzberg 1968). Herzberg 
condensed Maslow's need theory from five levels of needs to
two levels. Hygiene factors or dissatisfiers relate to 
Maslow's lower-level needs and motivators or satisfiers relate 
to Maslow's upper-level needs. By relating Herzberg's theory 
to Maslow's contention, that lower-level needs must first be 
minimally satisfied before upper-level needs can be addressed 
(Maslow 1943), the conclusion could be that management must 
first create a job environment which satisfies employees' 
hygiene needs (lower-level) before their motivational needs 
(upper-level) can be addressed.
According to Herzberg:
The findings . . . suggest that the factors 
involved in producing job satisfaction (and motiva­
tion) are separate and distinct from the factors 
that lead to job dissatisfaction. Since separate 
factors need to be considered, depending on whether 
job satisfaction or job dissatisfaction is being 
examined, it follows that these two feelings are 
not opposites of each other. The opposite of job 
satisfaction is not job dissatisfaction but, rath­
er, no job satisfaction; and, similarly, the oppo­
site of job dissatisfaction is not job satisfac­
tion, but no job dissatisfaction (Herzberg 1968, 
31-32).
Motivators, which are intrinsic, provide either job 
satisfaction or no job satisfaction and relate to job content. 
According to Herzberg, the motivational needs on the job that 









Hygiene needs, which are extrinsic, provide either job 
dissatisfaction or no job dissatisfaction and relate to job 
context. The hygiene needs that led to job dissatisfaction, 
in order of frequency are:
1. Company policy and administration
2. Supervision
3. Relationship with supervisor
4. Work conditions
5. Salary
6. Relationship with peers
7. Personal life
8. Relationship with subordinates
9. Status
10. Security
When employees are motivated in their work they sense a 
level of satisfaction for the day’s work. This relates to 
satisfying Maslow's upper-level needs of self-esteem and in 
extreme satisfaction; self-actualization. Survey of worker's 
opinions about what they want from their jobs have been 
consistent with Herzberg's findings (Schneider & Alderfer 
1973).
ERG Theory
An important contribution was made by Clayton Alderfer 
who further revised Maslow's need hierarchy by creating the 
ERG theory (Alderfer 1969, 1972). Instead of Maslow's five 
levels of needs and Herzberg's two levels, Alderfer suggests 
that all individuals have three basic sets of needs: Exis­
tence, Relatedness, and Growth needs (thus ERG).
Alderfer made two major contributions. First, more than 
one need may be operative at any one time. Second, and most
13
important, as upper level needs are repressed the desire to 
satisfy a lower-level need increases. Alderfer has referred 
to this as the f rust rat ion-recrress ion dimension (Alderfer
1969).
According to Landy:
The most noteworthy aspect of Alderfer's 
theory is the inclusion of a different "process" to 
explain how people move from one to another. The
process of Maslow's model may be expressed as one
of 'fulfi1lment-progression"; that is, an individu­
al must satisfy one level of need before moving on
to the next higher level. Alderfer has added a
"frustration-regression" component. Alderfer as­
sumes that existence, and relatedness, and growth 
vary on a continuum of concreteness, with existence 
needs being the most concrete, relatedness needs 
being moderately concrete, and growth needs being 
least concrete. He further assumes that when the 
less concrete needs are not met, more concrete need 
fulfillment is sought (Landy 1989, 374-75).
Existence needs consist of various forms of material and 
physiological desires and are satisfied by environmental 
factors such as food, pay, and working conditions. Related­
ness needs deal with maintaining interpersonal relatedness 
with other employees, superiors, family, and friends. Growth 
needs deal with a person's intrinsic desire for personal 
development and growth in relation to themselves and their 
environment.
The second point previously stated (frustration-regres­
sion) is an extremely important point for managers. When 
higher level needs of growth and relatedness are not met, 
employees become frustrated. The employees then regress to
14
lower-level needs and increase the "need" to satisfy existence 
needs such as pay and benefits.
Conclusion
These three theories have dealt with similar aspects of 
human behavior and are important in explaining what motivates 
employees. The next step in understanding motivation is to 
examine why employees are motivated.
Process Theories of Motivation
Introduct ion
Process motivational theories describe why behavior is 
started, excited, energized, changed or stopped (Szilagyi & 
Wallace 1987). Included in the review of process theories are 
four classes of motivational theory. They are presented in 
the following order: Expectancy Theory, Goal-Setting Theory,
Equity Theory, and Reinforcement Theory.
Expectancy Theory
One of the most widely tested theories of motivation is 
Victor Vroom's Expectancy Theory which addresses the process 
of employee behavior and states that motivation is a function 
of worker's expectations that behavior will result in the 
attainment of desired outcomes. There are three main vari­
ables according to Vroom: Valence, Instrumentality, and
Expectancy (Vroom 1964). Expectancy theory has since evolved 
to include a fourth variable of self-confidence (Peters 1977).
15
The theory can be simplified into four basic questions 
that employees may ask themselves:
1. What's in it for me? This question relates to the 
valence portion of the formula. The employees are evaluating 
whether or not the potential reward offered by management is 
valuable to them. Management must offer rewards that meet the 
operative needs of employees.
2. Will what's in it for me lead to what's really 
important to me? This question relates to the instrumentality 
portion of the theory. The employees will evaluate if the 
reward (ie. promotion) is instrumental in achieving another 
outcome that is ultimately more important (ie. status or 
money) to the employees.
3. What are my real chances of getting what's in it for 
me? This question relates to the expectancy portion of the 
theory. The employers must follow through with the rewards 
promised (Vroom 1964).
4. Can I really do what you want me to do? This 
question deals with the fourth variable, self-confidence. The 
employees must perceive that they are able to achieve the 
goals proposed by management or the employees will not put 
forth the effort (Peters 1977).
In summary, management may be able to predict the force 
of the motivation by the intensity of the three variables. If 
the outcome is highly valuable (valence) and a high level of 
performance is necessary in order to achieve the desired
16
outcome (instrumentality), then management can expect a high 
level of effort (motivation) by the employees to achieve the 
reward (assuming they believe they can succeed).
The maturation of the expectancy theory led to the 
insertion of another person (ie. manager) as an influencing 
factor in predicting employee motivation. Managers can help 
employees meet their needs by coaching, training, and building 
employees' self-confidence. The motivational theory which 
addresses the insertion of an external person as an influenc­
ing factor follows.
Goal-Setting Theory
Edwin Locke demonstrated the effectiveness of using goal- 
setting to motivate employees. His major proposition was that 
the more difficult goals will generate higher performance (the 
employees must accept these goals) (Locke 1968, 1970). Key 
points of goal-setting theory are that employees will continue 
to be motivated toward a goal until completion and will resist 
and become irritated due to any interruption in an attempt to 
achieve a desired goal (Ryan 1970). Goals are necessary to 
tell employees what needs to be accomplished and how much 
effort employees will have to expend (Earley, Wojnaroski, & 
Prest 1987). Goals should be stated in measurable and 
quantitative terms in order to facilitate controls in an 
organization (Goll 1990). Feedback is an essential element of 
hard goal-setting in order to motivate employees to perform at 
a higher level. Goals may be either assigned or the employees
17
may participate in setting the goals to exert their influence 
(Locke et a l . 1981). Lastly, participation of money in goal- 
setting may increase the chances that the goal-setting will 
actually be accepted by the employees (Landy 1989).
Most recently, there has been a shift in the direction of 
goal-setting research and discussion. The shift in direction 
has been aided by Bandura's theoretical propositions known as 
personal-efficacy or self-efficacy (Landy 1989).
Bandura theoretically proposed that efficacy affects 
motivation and performance (Bandura 1977, 1982). Continued 
research by Bandura and colleagues has strongly supported his 
now labeled Social-Cognitive Theory of Motivation (Bandura 
1986a, 1986b & Wood 1989). The heart of his theory is that 
employees put a limit on what they believe they can accomplish 
by their own skills and abilities in the face of adversity and 
these perceived abilities correlate in the amount of effort 
expended and level of accomplishment by employees (Bandura 
1977, 1982). Bandura contends that management, in order to 
motivate employees, must modify the employees' perception of 
self-efficacy. It would be impossible to use goal-setting as 
a means of motivation unless employees actually believe they 
can accomplish the goals when faced with adversity. Bandura's 
research suggests that supervisors should encourage and 
compliment employees whenever possible to help build a 
positive self-image of themselves (Bandura 1982).
18
Goals can have a strong motivational effect and can 
improve the employees' psychological well-being, while 
providing a sense of direction and purpose, along with 
building up employees' self-efficacy through the accomplish­
ment of goals (Wood & Bandura 1989). This is consistent with 
Herzberg's study since employees listed achievement with more 
frequency than any other job event leading to "extreme 
satisfaction" (Herzberg 1968).
Long range goals should be broken down into shorter term 
objectives. These objectives can be met with greater frequen­
cy, due to their shorter time frame, thus enhancing the 
motivational environment (Goll 1989b). Sub-goals are also 
better than long range goals for building self-efficacy. 
Success in attaining sub-goals (objectives) provide meaningful 
feedback of progress which can build intrinsic interest even 
in "disvalued activities" (Bandura 1982, 134 & Wood 1989). A 
recent experimental study also showed that assigning challeng­
ing goals had a positive effect on the level of performance in 
a low complexity condition (Wood, Bandura & Bailey 1990).
Employees' self-beliefs of efficacy also affect how much 
stress employees can handle when faced with threatening 
situations. A high sense of self-efficacy helps employees 
deal with stress during troublesome situations, and employees 
with a low sense of self-efficacy experience difficulties in 
handling stressful situations (Wood & Bandura 1989). Another 
study on self-efficacy showed that employees who perceived
19
themselves as competent were not discouraged or unhappy when 
faced with constraints or obstacles to effective performance 
within the working environment (Freedman & Phillips 1985).
Data also suggest that self-efficacy will influence 
related tasks and not just a particular task. The feelings of 
self-efficacy that students felt towards their abilities to 
use personal computers were related to the probabilities of 
those students taking computer courses. Their feelings of 
efficacy towards computers also related to the extent to which 
they used devices such as calculators and automated bank 
machines (Hill, Smith, & Mann 1987).
The social cognitive theory of motivation is an important 
contribution in the understanding of effectively using goal- 
setting as a means of motivating employees. It has also 
pointed out the importance of management providing positive 
feedback to the employees in order to create a positive 
working environment.
The setting and achievement of goals may be an important 
component in motivating employees. A discussion of motiva­
tional theory that deals, in part, with how management 
distributes rewards to employees for achieving their goals 
follows.
Equity Theory
Most versions of equity theory are based on Leon 
Festinger's Theory of Cognitive Dissonance. The theory states 
that when an employee lacks agreement with management or co­
20
workers, or does not understand his situation at work, the 
result will lead to psychological tension within the employee, 
the tension the employee feels is unpleasant, and the employee 
will seek to reduce the tension (Festinger 1957).
In Landy's opinion, Stacey Adams’s version of the equity 
theory is possibly the most extensive and detailed (Landy 
1989). Adams proposed that employees compare their inputs and 
outcomes to other employees' inputs and outcomes. Tension 
will exist if there is a difference in the comparison and they 
will attempt to correct it. The comparison can result in the 
employees working harder to make up for a positive imbalance 
or become less productive if a negative imbalance exist (Adams 
1965). Equity theory places a great deal of importance on the 
choice of the referent for the purpose of comparison which 
adds to the complexity of the theory.
Goodman's study identified several different potential 
sources or points of referents (Goodman 1974). These refer­
ence points can be summarized by three points of reference: 
other, system, and self (Goll 1989a). Other reference points 
which employees may use for comparison can refer to others 
inside or outside of the organization. System can refer to 
the organizational structure or the organization's administra­
tion and company policy. Sel f can refer to employees' 
experiences in a different position within the employees' 
organization or employees' experiences outside of the organi­
zation .
21
Robbins provides a summary of Adams's list of six choices 
employees could be predicted to choose to reduce a perceived 
inequity (Robbins 1989):
1. Change their inputs (less effort).
2. Change their outputs (higher quantity, less quality).
3. Distort perceptions of self.
4. Distort perceptions of others.
5. Choose a different referent.
6. Leave the field (quit the job).
Equity theory also predicts employees’ reactions to
inequitable payments (Mowday 1983):
1. Hourly payment. Overrewarded employees produce more 
or higher-quality units than will equitably paid 
employees.
2. Hourly payment. Underpaid employees produce less or 
poorer quality output than equitably paid employees.
3. Piece-rate payment. Overrewarded employees will 
produce fewer units of higher quality than equitably 
paid employees.
4. Piece-rate payment. Underpaid employees will 
produce a large number of low-quality units in 
comparison with equitably paid employees.
Equity theory demonstrates that employees are concerned
and motivated by both absolute rewards (quid pro quo) and
relative rewards ( relationship of reward to others rewards) 
(Goll 1989b).
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A study by Middlemist and Peterson demonstrated the 
working aspects of the equity theory by manipulating the level 
of output of a group of workers. Two groups were tested by 
placing one group with a fast worker and another group with a 
slow worker. Eventually the slow worker and the fast worker 
switched groups. The group which started with the fast worker 
still used the fast worker as their reference point while the 
group which started with the slow worker changed from the slow 
worker to the fast worker as their reference point (Middlemist 
& Peterson 1978).
Further study by Veechio on the balancing of the equity 
process by employees proposed the moral maturity of employees 
as a variable. The more highly the employees have developed 
moral maturity the more predictable the outcome of the equity 
process by employees and the lesser developed moral maturity 
of employees the less predictable the outcome. Vecchio found 
that more mature people will increase the quality of their 
work for overpayment thus balancing out the inequity of the 
overpayment received which is consistent with the notion of 
fairness of the equity theory. Low morally mature people did 
not improve their quality of work. Instead the employees 
increased their output to maximize pay with no increase in 
quality of work which is inconsistent with the notion of 
fairness of the equity theory (Vecchio 1981). Veechio's 
findings show that management must evaluate the moral maturity
23
of employees before using an extrinsic reward such as overpay­
ment in an attempt to increase the quality of work.
Reinforcement Theory (Behaviorism)
B. F. Skinner is mostly responsible for expanding an 
understanding of behaviorism. According to Skinner, behavior 
that is reinforced or rewarded is more likely to be repeated 
than behavior that is ignored or punished (Skinner 1953).
Reinforcement theory or approach to work motivation is 
not a true theory of motivation but an approach to understand­
ing employee behavior and stresses the use of extrinsic 
rewards through conditioning processes as compared to motiva­
tion which is intrinsic in nature (Goll 1989b). Reinforcement 
theory deals with the understanding of various stimulus- 
response-reward associations with an emphasis on response- 
reward (Landy 1989). The reward that the employees would 
receive depends on their actions and can be either a positive 
reward or a negative reward.
There are four types of reinforcement that managers can 
use to modify their employees' behavior. The differences 
among the types depends on the consequences of the employees' 
behavior. Positive reinforcement and avoidance learning are 
methods which enhance desired behavior, and extinction and 
punishment are methods of discouraging undesired behavior 
(Organ & Hamner 1982):
1. Positive reinforcement adds a positive reward to 
encourage repetition of the behavior.
24
2. Avoidance learning is when employees behave in a 
manner only to avoid negative outcomes.
3. Extinction adds nothing or removes nothing from the 
situation in an attempt to discontinue current 
behavior pattern.
4. Punishment adds a negative reward to discourage 
future repetition of the behavior.
Some interpretations of behavior modification include 
negative reinforcement (similar to avoidance learning), which 
is the removal of a negative to achieve a favorable outcome. 
Negative reinforcement is not considered to be germane in the 
context of this study and is therefore not listed here.
Goll recommends using a combination of extinction 
followed by positive reinforcement as the most effective means 
of behavior modification (Goll 1991). This combination avoids 
the lingering negative after effects of punishment and 
avoidance learning. This recommendation is in line with 
Bandura's research which stresses that employees need to have 
a positive self-image in order to achieve their goals and 
objectives (Bandura 1982).
Conclusion
Each theory of motivation has some useful information to 
help management motivate the employees. The "enlightened 
manager" will use these theories in combination, as a system, 
rather than any one independently. Management is not bound to 
any one particular motivational theory (Landy 1989). The
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following is a review of the application of the motivational 
theories previously discussed.




We may be at the leading edge of the next step 
in the evolution of management, progressing from 
Management by Directing, to Management by Objec­
tives, to Management by Values (Goll 1990, 55).
The evolution of management has developed as motivational
theories have changed to take advantage of the new knowledge
gained from motivational theory. The following review
emphasizes how management has attempted to apply motivational
theories in order to meet the needs of it's employees.
Management by Direct ion
Frederick W. Taylor is recognized as the father of 
scientific management. Taylor believed that management should 
plan out every employee's day with detailed written directions 
on how and when to do their job. Taylor believed that 
employees were unmotivated and would be unproductive due to a 
great deal of "discretionary effort." Discretionary effort is 
defined as:
The difference between the maximum amount of effort 
and care an individual could bring to his or her 
job, and the minimum amount of effort required to 
avoid being fired or penalized (Yankelovich & 
Immerwahr 1983, 1).
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According to Taylor, by simplifying the job to a series 
of simple tasks, the workers' control over their own discre­
tionary effort would-be minimized; hence, they would become 
more efficient.
Taylor believed that all employees were motivated only to 
fulfill economic needs and would work hard to attain money. 
Taylor's assumption directly relates to the lowest level of 
Maslow's Hierarchy of Needs Theory (physiological need). 
Management then linked money to production in order to 
motivate employees to be productive. The amount that employ­
ees were paid correlated with the amount of production by the 
employee and no other rewards were made available. Employees' 
attitudes were considered unimportant since all management 
needed to do in order to motivate the employees was pay them 
(Taylor 1911) .
Taylor's approach to motivation stressed the removal of 
dissatisfaction of hygiene needs. Herzberg's study would 
later show that hygiene factors do not motivate employees 
(Herzberg 1968) .
Management by Objectives
The most well known theory of management which attempted 
to apply motivational theory to management is Management by 
Objectives, or more commonly MB O . MBO is a management program 
in which employees and their supervisors mutually set specific 
goals, and establish how the employees would achieve these 
goals within a specific time period, while providing the
employees with feedback on their progress (Drucker 1954). MBO 
addresses the upper level needs of the employees through 
achievement of set long range goals and shorter range objec­
tives. Herzberg's study which found achievement to be the 
most important motivating factor of the job supports the 
premise of MBO (Herzberg 1968).
Since the introduction of MBO, motivational theory has 
progressed significantly. The management philosophy which may 
be considered the link of MBO with modern motivational theory 
is Management by Values (Goll 1990).
Management by Values
In order to motivate employees an organizational environ­
ment which is conducive to motivating the employees must be 
created. The managerial theory which aims at creating a 
positive motivational environment is called Management by 
Values. MBV takes MBO one step further by adding the "why" 
(values) to the "what" (goals) and "how" (norms) of an 
organization and communicates them to the employees (Goll 
1991). According to Goll:
Management by Values (MBV) is more than just a 
concept or a management style. It is a philosophy 
from which a style (or several styles) or a concept 
may flow. It represents a method employers may use 
to determine rather effectively the quality of the 
environment within an organization. It is intended 
that it be used primarily as an analytical tool.
It is an approach to developing greater con­
sistency throughout an organization as a basis for 
shaping and clarifying individual behaviors that 
are consistent with the reason the organization 
exists. This consistency may be seen as enhancing 
personal satisfaction and productivity as well as
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creating organizational stability (Goll 1990, 55- 
56) .
MBV is consistent with the motivational theories in
creating a system of predicting employee behavior while
allowing employees to be creative and use their own initiative
without fear of breaking a "rule".
The management by values concept also provides a 
basis for increasing an organization's predict­
ability. The al1-too-common practice of creating 
"rule-oriented" organizations certainly increases 
the organization's predictability but at the awe­
some expense of stifling individual creativity and 
initiative (Goll 1989a, 29).
MBV provides a common denominator for all the functions
of management. The common denominator being the values of an
organization. It is managements' responsibility to create and
communicate those values to the employees thus enhancing
consistency throughout the organization. The first step in
creating a consistency within the organization is to hire
employees and managers whose values are consistent with the
values of the organization.
The quality of the environment (positive or nega­
tive) is directly related to the degree of consis­
tency among all the elements (planning, control­
ling, organizing, and values). It is the organiza­
tional environment, positive or negative, which 
relates directly to whether it is motivational or 
demotivational (Goll 1989a, 32).
MBV is used as an analytical tool to trace problems to 
their starting point which usually is a perceived inconsisten­
cy between an organization's values and norms (Goll 1990).
MBV emphasizes creating an organizational environment 
that matches the needs of the employees with the needs of the
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organization. Management, by attempting to achieve the goals 
of the organization, would in turn satisfy the needs of the 
employees as organizational goals are met. Through a consis­
tency between the values, goals, and norms of employees and 
the organization, the upper level needs of "self-esteem" 
(Maslow 1943), motivational factors such as "achievement" 
(Herzberg 1968), and "growth" (Alderfer 1972) can be met by 
the employees thus creating a positive motivational working 
environment.
Conclusion
The application of motivational theory has progressed 
from simple directing of employees to setting of objectives to 
explaining how (norms), what (goals), and why (values) 
in creating a motivational environment.
Motivational Environment 
Introduction
MBV stresses consistency in the values, norms, and goals 
of an organization in order to create and maintain a positive 
motivational working environment. To create and communicate 
the values, norms, and goals of an organization to the 




A key to developing a culture is to have a sound communi­
cations strategy that is based on a commonality of values 
(Gross & Shichman 1987). All communications to every public 
should communicate the organization's culture (values, norms, 
goals) correctly. Reward systems should provide a clear 
understanding to the employees of what is right and wrong 
behavior and should be consistent with the organization's 
values, norms, and goals. Promotions, recruiting and staffing 
should always match individual values to organizational 
values. Orientation, training and development should be used 
as tools to communicate the organization's culture. And 
finally, members of the organization should be allowed and 
scheduled for frequent contact to share ideas and decision 
making which will reinforce the growth of an organization's 
culture.
When an employee with pride and purpose can 
say, "I belong here; I count," the organization can 
be assured that its culture is successfully sprout­
ing and growing (Gross & Shichman 1987, 56).
In support of developing an organizational culture it is
important to answer employees when they ask why they should do
things a particular way. The more employees know about a
business, the better he or she will be motivated (Shapiro
1989a). Management must also face problems openly to achieve
a unification of goals, creating loyalty, creating we/us, and
destroying the we/they barriers (Conlin, 1989).
The hotel industry has always had a high turnover rate of 
hourly employees (105 percent versus the national rate of 25 
percent) (Sheehan 1990b). The real cost of employee turnover 
is lower profits (Shapiro 1989b). Creating a positive 
motivational environment will lower employee turnover which 
keeps employee morale high and employees' attitudes positive. 
By retaining quality employees customer satisfaction increas­
es. The way to retain competent employees is to pay constant 
attention to their needs. "Treat your employees as you would 
like to be treated," make the employees completely responsible 
for their jobs, give recognition, let employees know what is 
going on in your organization, be approachable, and show them 
respect (Beach, 1988, 174). Trusting your employees, deper­
sonalizing discipline along with positive reinforcement, and 
treating employees like adults are all part of maintaining a 
positive motivational environment (Rinke, 1989).
Discretionary Effort
Another factor that influences the motivational environ­
ment is discretionary effort. Defined in chapter one and
again on page 25, as the difference between the maximum amount 
of effort and care an individual could bring to his or her 
job, and the minimum amount of effort required to avoid being 
fired or penalized (Yankelovich & Immerwahr 1983). According 
to Gol1:
Avoidance ...is at the heart of "discretionary 
effort" in which workers perform "up to" the lowest 
standards of acceptable performance only to avoid
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punishment for not working "up to" this level, all- 
the-while perceiving that no reward would result if 
they exceed this standard (Goll 1989b, 64).
Discretionary effort is controlled by employees, yet, it
is a direct result of the environment created by management.
Employees can exhibit positive discretionary effort when they
exceed the minimum amount of effort required to avoid being
fired or penalized. Employees are not required to work above
the minimum required by management, yet, management when
trying to motivate its employees is actually attempting to
motivate the employees into positive discretionary effort
(Yankelovich and Immerwahr 1983). Some of the key factors
previously discussed are the need for management to satisfy
lower level needs in order to bring employees up to higher
level needs of achievement which Herzberg found to be the
number one satisfier on the job (Herzberg 1968). A sense of
achievement will motivate employees to produce beyond the
minimum standard of the organization as does the setting of
short-term objectives (goals) (Bandura 1982).
Conclusion
Creating a positive motivational environment is essential 
in order for management to motivate employees to produce 
beyond the minimum required by management. One of the 
essential steps management needs to take is to distinguish 
between and identify the wants and needs of the employees 
(Goll 1989a). Goll defines a need as "simply a cause for 
action," and wants as "an environmentally influenced and
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conditioned cause for action" (Goll 1989a, 49). The studies 
conducted by Kovach and Goll demonstrate how important the 
communication of employees' wants and needs are in order to 
motivate employees.
Kovach and Gol1 Studies 
Introduction
Attitude studies are excellent communication devices for 
management to identify the attitudes, needs, and desires of 
the organization's employees. Kovach suggested using "annual 
employee attitudinal surveys that provide insights into 
workers wants by level and department" (Kovach 1980, 54).
Review of Studies by Kovach and Gol1
In 1946 the Labor Relations Institute of New York 
surveyed first-line supervisors and employees who worked 
directly for those supervisors. Employees were asked to rank 
ten items in order of importance to them on a scale of 1 to 10 
with 1 being the most important item and 10 the least impor­
tant item. Their immediate supervisors then ranked the same 
ten items according to how they thought their employees would 
rank the items. The 1946 survey showed a large variance in 
what the employees believed to be important and what the 
supervisors believed was important to the employees (Kovach 
1980).
The questionnaire consisted of ten variables, four 
variables identified motivational needs, and six variables
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identified hygiene needs. The motivational variables are; 
full appreciation of work done, interesting work, promotion 
and growth within the organization, and feeling of being in on 
things. The hygiene variables are; job security, good wages, 
good working conditions, sympathetic help with personal 
problems, personal loyalty to employees, and tactful disci­
pline (Herzberg 1980).
Kovach used the 1946 questionnaire to survey a group of 
over 200 employees and their immediate supervisors to see if 
the results would be the same in 1980. Kovach found there was 
still a variance, or inconsistency, between what variables the 
supervisor's believed to be important to the employees and 
what variables the employees actually ranked as important 35 
years later. Kovach attributed the variance to continued use 
of self-reference by the supervisors (Kovach 1980). Kovach 
again conducted the same survey in 1986 to a group of 1,000 
industrial employees and 100 first and second level supervi­
sors. The results of the survey were almost identical to the 
1980 survey (Kovach 1987). Goll using the same ten items has 
surveyed, on a continuing basis, over 800 hourly employees and 
over 335 supervisors in the hospitality industry and has had 
similar results (Goll 1989a).
The results of the surveys (Table 1) revealed that 
supervisors consistently perceived that workers would rank 
good wages first and job security second over a 40 year span. 
Management has been trying to motivate its employees through
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the use of extrinsic rewards that Herzberg describes as 
hygiene needs, with which employees are either satisfied or 
dissatisfied (Herzberg 1968).
Table 1.— Comparison of Survey Results of Previous Studies
Employee Rankings__________________________ Supervisor Rankings
1946 1980 1986 1987 VARIABLES 1946 1980 1986 1987
1
2 2 1 Full appreciation 
of work done
8 8 8 5
2
3 3 6 Feeling of being 
in on things
9 10 10 8
3 9 10 9 Sympathetic help 
with personal 
problems
10 9 6 10
4 4 4 4 Job security 2 2 2 2
5 5 5 3 Good wages 1 1 1 1 1
6 1 1 2 Interesting work 5 5 5 6 |
7 6 6 4 Promotion and 
growth with the 
organization
3 3 3 4 1
8 8 8 8 Personal loyalty 
to employees
6 7 7 7
9
7 7 7 Good working 
conditions
4 4 4 3
1 10 10 9 10 Tactful discipline 7 6 9 9
Note: Previous studies include, (General Industry, 1946) by
Labor Relations Institute, (General Industry, 1980-1987) by 
Kenneth Kovach, and (Hospitality Industry, 1988) by Gerald 
Goll.
It is interesting to note the changing values of employ­
ees over the 40 year span. Interesting work which was ranked 
sixth in 1946 by industrial employees was ranked first in 1980 
and 1986. Sympathetic help with personal problems changed
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from third in 1946 to tenth in 1987. The employees are 
telling management that they are satisfied with their hygiene 
needs and want to satisfy their motivational needs such as 
interesting work and full appreciation of work done (Kovach 
1987).
It is essential for management to identify the needs and
wants of the employees before management can create a positive
motivational working environment and motivate it's employees
(Goll 1989a). According to Kovach:
The absolute ranking of the item is not the most 
important issue. Rather, the significance of the 
survey finding lies in the wide variance between 
what the employees considered to be important in 
their jobs and what their supervisors thought was 
important to these same employees (Kovach 1980,
56) .
Conclusion
When management takes the time to listen to employees 
about their jobs, management not only will learn what is 
important to employees, management will also learn what is 
motivating them. Studies have shown employees prefer intrin­
sic rewards such as recognition in comparison to monetary 
rewards which are extrinsic (Sheehan, 1989a).
Summary
The reviewed motivational theories have identified what 
motivates employees and why they are motivated. Management 
must identify what the needs and wants of employees are in 
order to motivate them. Conformity and predictability are
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best achieved by sound management practices using management 
by values in creating a positive organizational culture (Goll 
1989a).
Studies have demonstrated that setting specific hard
goals will increase intrinsic motivation for a dull and
tedious task (Mossholder 1980). Extrinsic rewards were also
found to increase intrinsic motivation for dull tasks (Calder
& Staw 1975). Management must also use intrinsic factors such
as, recognition for work done along with positive feedback,
and respect for human dignity, in order to motivate and retain
quality employees (Goll 1989a).
Goll points out the relationship and importance of a
positive motivational environment and customer satisfaction:
"The quali ty and retainabi11ty of employees is 
directly related to the quantity and returnabi1itv 





The steps which were used in the research procedures are 
presented. How the data were gathered in respect to each 
subproblem and hypothesis follows, and the kinds of data used 
in the study concludes the chapter.
Research Procedures
The following steps were followed in conducting the 
research.
Step 1. Develop the instrument: A motivational survey
questionnaire consisting of ten motivational-hygiene vari­
ables, along with demographic questions was developed. The 
ten motivational-hygiene variables were identical to the 
variables used by Kovach and Goll except for good wages. The 
words "included tokes" in parentheses was added because all 
the dealers surveyed work for tips (referred to as "tokes" by 
dealers). Distinct and separate instructions were included on 
both the casino dealers' survey and the casino supervisors' 
survey. The dealers ranked each variable on a scale of 1 to 
10 with 1 being the most important and 10 the least important. 
The casino manager, shift bosses, assistant shift bosses,
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floormen, and boxmen ranked the variables according to how 
they thought the dealers would rank each variable.
Step 2. The testing of the instruments Students at the 
University of Nevada, Las Vegas took part in testing the two 
possible methods of distribution. One group was asked to fill 
out the instrument with verbal instructions. A second group, 
from a different class, was asked to fill out the instrument 
without verbal instructions to test how effective the written 
instructions were. In both cases the instrument was success­
fully completed by the students.
Step 3. The selection process: Four different styles of
toke distribution are presently used in Las Vegas casinos. 
Casinos were selected and contacted from each category of toke 
distribution. The sampling frame was limited to casinos in 
Clark County, Nevada, employing 150 or more dealers.
The categories were:
1. Twenty four hour toke division with all games 
included.
2. Shift per shift toke division with all games 
included.
3. Twenty-four hour or shift per shift toke division 
with craps separated from the other games.
4. Craps toke division is table for table and all 
other games are grouped together on a twenty 
four hour or shift per shift basis.
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Casinos from categories 1 and 4 took part in the study. 
None of the casinos belonging to category number 2 or 3 
consented to be included in this study. A consensus of the 
dealers' attitudes and the supervisors' perceptions of the 
dealers' attitudes was conducted during the weekend at each 
casino surveyed. Answering the survey questionnaire was 
strictly voluntary. It is acknowledged that this method makes 
no pretense of being representative of a population, but was 
the most appropriate method to use for the data needed, and 
the only one that the casino managers would permit.
Step 4. The administration process: The motivational
survey was distributed to the supervisors and dealers accord­
ing to prior agreement with each casino manager. Dealers from 
all three shifts took part in the survey. The instruments 
were personally delivered to each casino. Two of the casinos 
distributed the instrument to their employees without the 
attendance of the researcher. One casino did allow the 
researcher to distribute the instrument personally to the 
dealers while on their break in the dealer's break room. A 
shift boss from each shift assisted in distributing the 
instrument to the supervisors.
Step 5. Analyzing the data: The fully ordered ranked
data from the motivational-hygiene attitude survey were 
entered into a statistical program (Systat). The data were 
then tabulated by mean and sum of ranks to determine the rank 
of each fully ordered variable in order to allow comparison
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between past and current studies (the mean was used by Kovach 
and Goll to determine the rank of each variable in their 
respective studies). Although the preferred method of 
determining the rank of ordinal data, which are non-parametric 
in nature, is to use the median instead of the mean (Bishop 
1989), using the mean as applied by Kovach and Goll to enable 
comparison between studies is considered to be satisfactory.
The demographic data were tabulated by frequency percent­
age for each group of dealers and supervisors. The demograph­
ic data were used to analyze the differences between the 
groups.
The extent of the agreement between the judges (dealers 
or supervisors) within each group, in ranking the variables, 
was measured using the Kendall coefficient W. This non- 
parametric statistical test is used to determine the agreement 
among several judges in the ranking of N  entities (variables 
listed in questionnaire). A high or significant value of W 
may be interpreted as meaning that the judges are applying 
essentially the same standard in ranking the variables listed 
in the questionnaire. In determining the Kendall coefficient, 
variables were ranked by taking the sum of the ranks for each 
variable. This provides a quantitative look at the ranking of 
the variables by the order of the various sums of ranks. 
According to Siegel (1956) the best estimate of the "true" 
ranking of the variables is by the order of the sums of ranks.
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The similarities between each group of dealers was
computed using the Kruskal-WalIs one-way analysis of variance. 
According to Siegel:
The Kurskal-Wal1 is one way analysis of vari­
ance by ranks is an extremely useful test for 
deciding whether k independent samples are from
different populations.
Siegel continues:
The question is whether the differences among the 
samples signify genuine population differences or 
whether they represent merely samples from the same 
population (Siegel 1956, 184).
The Kurskal-Wal1 is test statistic was used to determine 
the probability that the sampling was drawn from the same 
continuous population for each of the ten variables. If the 
test statistic proved that all the samples came from the same 
population, then the three group of dealers can be joined into 
one group representing one population. The statistical test
was repeated for the three groups of supervisors. The
demographic data contained in the survey were used to analyze 
any differences, in the evaluation of the variables, among the 
different groups.
The relationship between the sum ranking of the variables 
for each group of dealers was determined using the Spearman 
Rank Correlation Coefficient to measure the correlation 
between groups. The statistical test was also repeated for 
the three groups of supervisors. The correlation can range 
from +1.0 or -1.0 (Siegel 1956). A correlation of +1.0 
signifies perfect agreement, while a correlation of -1.0
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indicates that the relationship between the two rankings are 
exact opposites. The casinos were tested in the following 
manner: Casino A compared to Casino B, Casino A compared to
Casino C, and Casino B compared to Casino C.
Subproblems Analyses 
The first subproblem was to determine the motivational 
attitudes of casino dealers and if management has correctly 
perceived these attitudes. To gather the data needed the 
motivational-hygiene attitude survey was administered to 
dealers and supervisors of three Las Vegas casinos and the 
rankings were compared.
The second subproblem was to compare the motivational 
attitudes of casino dealers with the motivational attitudes of 
hospitality and general industry employees of previous 
studies. The data gathered from the dealers' motivational- 
hygiene attitude survey questionnaire were compared to the 
responses by employees of previous studies.
The third subproblem was to compare the perception of 
employee attitudes of casino supervisors to the perception of 
employee attitudes of hospitality and general industry 
supervisors of previous studies. The data gathered from the 
casino supervisors' motivational-hygiene attitude survey 
questionnaire were compared to the responses by supervisors of 
previous studies.
The fourth subproblem was to analyze how management may 
improve the dealer's working environment. An analysis of the
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motivational-hygiene attitude questionnaires (ranking of the 
variables and demographic data) and the review of related 
literature were used to analyze how management may improve the 
dealer's working environment.
Hypotheses Analyses
The first hypothesis was that the perception of casino 
dealers' motivation attitudes by casino supervisors are 
different than the actual motivational attitudes of casino 
dealers. To gather the data needed a motivational-hygiene 
attitude survey was administered to dealers and supervisors of 
three Las Vegas casinos and responses were compared. T h e  
second hypothesis was that the motivational attitudes of 
casino dealers are different than the motivational attitudes 
of hospitality and general industry employees of previous 
studies. The data gathered from the dealers' motivational- 
hygiene attitude survey questionnaire were compared to the 
responses by employees of previous studies.
The third hypothesis was that the ranking of the ten 
variables by casino supervisors would be the same as the 
ranking of the ten variables by hospitality and general 
industry supervisors of previous studies. The data gathered 
from the casino supervisors' motivational-hygiene attitude 
survey questionnaire were compared to the responses by 
supervisors of previous studies.
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The Data
The data of this research consisted of two kinds: 
primary data and secondary data. The primary data consisted 
of responses and demographic data generated from a motivation­
al-hygiene attitude survey questionnaire. The secondary data 
consisted of published studies and the review of related 
literature found in chapter II.
Summary
The motivational-hygiene attitude questionnaires and the 
review of related literature have provided the necessary data 
to address the subproblems and hypotheses of this study. The 
statistical analyses provided the findings necessary to 




PRESENTATION OF THE DATA 
Introduction
The results of the motivational-hygiene attitude ques­
tionnaire are presented along with the statistical analysis of 
the data. The codes used to input the data are presented 
first, followed by the statistical results of the study. The 
results are presented in the following orders total population 
and the actual number of participants in the survey, and the 
sum rank of the motivational-hygiene variables and demographic 
statistics of each group.
The statistical tests used to analyze the data are 
presented in the following order: Kendall Coefficient W,
Kruskal 1 -Wal 1 is one way Analysis of Variance, and the Spearman 
Rank Coefficient of Correlation.
Codes
Tables 2 and 3 list the codes that were used to input the 
data for each variable and casino when computing the statisti­
cal analysis. The codes are used in the tables displaying the 
results of the various test. The variables and demographic 
items are from the survey questionnaire.
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Table 2.— Survey Variables and Codes
I CODE VARIABLE 1
1 A
Feeling of being in on things |
9 B Full appreciation for work done
1 C Good wages (including tokes)
D Good working conditions
E Interesting work |
F Job security j
1 G
Personal loyalty to employees |
1 H
Promotion and growth within the organization j
1 I Sympathetic help with personal problems
1 J Tactful discipline j
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Table 3.— Demographic Data and Codes








21-25, 26-30, 31-35, 36-40, over 41 





| NUMBER OF YEARS 
WORKING AS A DEALER 
| (years)
1-3, 4-6, 7-10, 11-15, 16+up 
(1) (2) (3) (4) (5)
1 YEARS EMPLOYED AT 
CURRENT CASINO 
(yatcs)
1-3, 4-6, 7-10, 11-15, 16+up 1 
(1) (2) (3) (4) (5)
RACE
(race)
WHITE, BLACK, HISPANIC, ASIAN, 
(1) (2) (3) (4) 
OTHER 
(5)
PRIMARY GAME DEALT 
(game)
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Results of the Survey 
Population results 
Table 4.— Population Totals
| TARGET GROUP DEALERS SUPERVISORS |
| Total population 767 144 |
| Total surveyed 317 90 |
j Percentage of total population 41.33% 62.50%
Note: The total population for each casino has been 
omitted in order to protect the identity of each casino.
Group Variable Rankings and 
Demographic Data Results 
The demographic information for each casino is presented 
along with the statistical ranking of each motivational- 
hygiene variable by the dealers. The supervisors' perception 
of these attitudes are listed in the same table to allow for 
comparison.
Casino A Results
1. Demographic results for dealers. The results of 
Casino A show that 143 dealers responded to the questionnaire. 
The dealers' varied in age with the largest group coming from 
the 31 to 35 age group (31.47%) and were mostly females 
(58.74%). The number of years that the dealers had been 
dealing varied between 1 to 15 years, they were mostly white 
(68.53%), and had been dealing at Casino A for 1 to 3 years
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(55.94%). The majority of the dealers dealt blackjack
(75.52%), their work shift varied, and they had a high school 
education (57.34%) (Table 5).
Table 5.— Casino A: Demographic Results for Dealers
by Percentage
Variables__________Codes (SAMPLE TOTAL 143)__________________
(0) (1) (2) (3) (4) (5) Total
| AGE 0.70 11.19 18.18 31.47 13.29 25.17 100%
SEX 1.40 39.86 58. 74 100%
| YEARS 0.70 27.27 23.78 16.08 23.78 8.39 100% |
YATCS 1.40 55. 94 16.08 10.49 13.29 2.80 100%
RACE 1.40 68.53 8. 39 6.99 13.29 1.40 100%
9 GAME 0.70 75.52 18.88 4.20 0.00 0.70 100%
| SHIFT 1.40 37.06 45.45 16.08 100%
| EDUC 2.80 57.34 39. 16 0. 70 0.00 100%
2. Demographic results for supervisors. There were 46 
supervisors who participated in the survey, they were mostly 
over 41 years in age (52.17%) and male (86.96%). They had 
been working as a supervisor for a varied amount of years, and 
had been working at Casino A for 4 to 6 years (30.43%). The 
supervisors were mostly white (82.61%), supervised blackjack 
(71.74%), their work shift varied, and a majority had a 
college education (58.70%) (Table 6).
3. Ranking results for dealers and supervisors. The 
dealers ranked good wages first, job security second, and good 
working conditions third. The supervisors' perception of
51
these attitudes was that the dealers would rank job security 
first, good working conditions second, and good wages third. 
The perception of the dealers' attitudes by the supervisors 
was fairly accurate (Table 7).
Table 6.— Casino A: Demographic Results for Supervisors
by Percentage
Variables__________Codes (SAMPLE TOTAL 46)_________________
(0) (1) (2) (3) (4) (5) Total
—' lj- 1 I ■' . — ■ - ■ 1 f  1 ................. .
1 AGE 0.00 0.00 8.70 23.91 15.22 52.17 100% 1
SEX 0.00 86.96 13.04 100% 1
I YEARS 0.00 28.26 26.09 23.91 15.22 6.52 100%
1 YATCS 0.00 6.52 30.43 23. 91 23. 91 15.22 100%
1 RACE 2.17 82.61 10.87 4.35 0.00 0.00 100%
| GAME 2.17 71.74 26.09 0.00 0.00 0.00 100%
SHIFT 0.00 36. 96 41.30 21.74 100%
EDUC1-------- 0.00 36. 96 58. 70 4. 35 0.00 100%
Casino B Results
1. Demographic results for dealers. There were 70 
dealers working at Casino B who participated in the survey, 
they were mostly over 36 years of age and female (61.43%). 
They had been dealing for 11 to 15 years (44.29%), worked at 
Casino B for 4 to 6 years (31.43%), their shift varied, and 
their they were almost equal between having a high school 
education and some college education (Table 8).
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A 7.839 1121.0 10 10 7.935 365.0 |
B 5.259 753.5 4 5,6 * 6.022 277.0 |
C 3.203 460.5 1 3 3.304 152.0 |
D 3.490 500.0 3 2 2.739 126.0 1
E 6.448 922.5 7 8 6.891 317.0 |
F 3.273 471.0 2 1 2.565 118.0
G 5. 909 847.0 6 5,6 * 6.022 277.0 |
H 5.497 786.0 5 4 5.848 269.0
I 7.028 1007.0 9 7 6.630 305.0 |
J 6. 965 996.0 8 9 7.043 324.0 1
Note: Asterisk denotes a tie.
Table 8.— Casino B: Demographic Results for Dealers by
Percentage
Variables__________ Codes (SAMPLE TOTAL 70)______________
(0) (1) (2) (3) (4) (5) Total
| AGE 1.43 0.00 7.14 22.86 34.29 34.29 100%
| SEX 2.86 35.71 61.43 100%
| YEARS 1.43 2.86 14.29 18.57 44.29 18.57 100%
1 YATCS 5.71 15.71 31.43 22.86 20.00 4.29 100%
I RACE 2.86 65.71 7.14 2.86 18.57 2.86 100%
I GAME 1.43 47.14 45.71 5.71 0.00 0.00 100%
1 SHIFT 1.43 45.71 35.71 17.14 100%
| EDUC 2.86 50.00 47.14 0.00 0.00 100% I
2. Demographic results for supervisors. There were 30 
supervisors working at Casino B who participated in the 
survey, they were mostly over 41 of age and male (66.67%). 
They had been a supervisor for a varied number of years, 
worked at Casino B for 4 to 6 years (33.33%), white (96.67%), 
varied in the game they supervised, mostly worked day shift 
(60.00%), and had a high school education (56.67%) (Table 9).
Table 9.— Casino B: Demographic Results for Supervisors
by Percentage
Variables__________ Codes (SAMPLE TOTAL 30)_______________
(0) (1) (2) (3) (4) (5) Total
1 AGE 0.00 0.00 3.33 30.00 16.67 50.00 100% |
SEX 6.66 66.67 26.67 100% I
I YEARS 0.00 20.00 20.00 20.00 20.00 20.00 100% I
I YATCS 0.00 23.33 33.33 13.33 26.67 3. 33 100% I
I RACE 0.00 96.67 0.00 0.00 3.33 0.00 100% I
I GAME 0.00 43.33 53.33 0.00 0.00 0.00 100% {
| SHIFT 3.33 60.00 26.67 10.00 100%
| EDUC 6.66 56.67 36.67 0.00 0.00 100% I
3. Ranking results for dealers and supervisors. The 
dealers working at Casino B ranked good wages first, job 
security second, and good working conditions third. The 
supervisors exactly perceived that what the dealers would rank 
first, second, and third. The only major difference occurred 
with variable (H), which is promotion and growth within the 
organization. The dealers ranked promotion and growth eighth,
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while the supervisors perceived that the dealers would rank
promotion and growth fourth (Table 10).
Casino C Results
1. Demographic results for dealers. There were 104 
dealers working at Casino C who participated in the survey, 
they were mostly 26 to 30 years of age (34.62%), 52.88% were 
male and 46.15% were female. They had been dealing for 1 to 
3 years (74.04%), been working at Casino C for 1 to 3 years 
(77.88%), white (79.81%), their primary game dealt varied, 
worked day shift (56.73%), and their education varied (Table 
1 1 ).
2. Demographic results for supervisors. There were 14 
supervisors working at Casino C who participated in the 
survey, the majority were over 41 years of age (57.14%) and 
male (71.43%). They had been a supervisor for mostly 7 to 10 
years, worked at Casino C for 4 to 6 years (50.00%), white 
(78.57%), split between supervising blackjack and craps, the 
shift they worked varied, and most had a high school education 
(78.57%) (Table 12).
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1 A 7.700 540.0 10 10 6. 900 207.0
1 B 5.171 361.5 4 5 5. 933 152.0
C 2.514 176.0 1 1 2.700 81.0
D 3.586 251.0 3 3 3.633 109.0
1 E 6.486 454.5 6 6,7 * 6.733 202.0 |
1 F 2. 743 192.0 2 2 3.233 97.0
G 5.843 409.0 5 6,7 * 6.733 202.0
H 6.857 479.0 8 4 5.433 163.0
I 7.514 526.0 9 9 6.867 206.0
J 6.586 461.0 7 8 6.833 205.0
Note: Asterisk denotes a tie.
Table 11.— Casino C: Demographic Results for Dealers by
Percentage
Variables__________Codes (SAMPLE TOTAL 104)_____________
(0) (1) (2) (3) (4) (5) Total
... I. II i,.— — — -. , J . M--.1 )tl I. .IF-..—
.......
AGE 0. 96 19.23
p s & s s s s s a a
34.62 20. 19 17.31 7.69 100%
SEX 0.96 52.88 46.15 100%
YEARS 0.00 74.04 17.31 2. 88 5.77 0.00 100%
1 YATCS 3.85 77.88 11.54 2. 88 3.85 0.00 100%
1 RACE 0.96 79.81 3.85 7.69 4.81 2.88 100%
| GAME 0.00 46.15 50.00 3.85 0.00 0.00 100%
SHIFT 1.92 56.73 26. 92 14. 42 100%
EDUC 0. 96 55.77 43.27
a c s ^ s E o a
0.00 0.00 100%
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Table 12.— Casino C: Demographic Results for Supervisors
by Percentage
Variables__________ Codes (SAMPLE TOTAL 14)__________________
(0) (1) (2) (3) (4) (5) Total
1 AGE 0.00 0.00 0.00 35.71 7.14 57.14 100% 1
SEX 0.00 71.43 28.57 100% I
YEARS 7.14 21.43 21.43 35.71 7.14 7.14 100%
YATCS 0.00 14.29 50.00 21.43 14.29 0.00 . 100%
I RACE 0.00 78.57 0.00 0.00 14.29 7.14 100%
J GAME 7.14 50.00 42.86 0.00 0.00 0.00 100%
I SHIFT 0.00 35.71 42.87 21.42 100%
| EDUC 7.14 78.57 14.29 0.00 0.00 100%
3. Ranking results for dealers and supervisors. The 
dealers at Casino C ranked job security first, good wages 
second, and good working conditions third. The supervisors' 
perceived that the dealers would rank good wages first, good 
working conditions second, and job security third. Overall 
the supervisors’ perception of the dealers' attitudes was 
accurate. The only major difference was with variable E, 
which is Interesting work. The dealers' ranked it sixth, 
while the supervisors perceived that the dealers would rank 
variable E tenth (Table 13).
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7.625 1602.0 9 8 6.929 200.5 |
1 B
5.385 1356.5 5 4 5.429 171.5 |
I C 3.548 1003.0 2 1 2.786 101.5 |
1 D
3.567 1032.5 3 2 3.000 113.0
1 E 5.721 1370.5 6 10 8.143 224.5
F 3.394 969.5 1 3 3.357 125.0
1 G 6.231 1434.5 7 6 6.286 192.5
1 H
4.769 1217.0 4 5 5.500 179.0 1
I 7.817 1625.5 10 7 6.643 202.5
J 6. 904 1524.0 8 9 7.000 204.5 j
Statistical Testing of the 
Population
Kendal 1 Coefficient W_
The Kendall Coefficient W measures the extent of the 
agreement between the judges (dealers or supervisors) of each 
casino. A high or significant value of W may be interpreted 
as meaning that the dealers (or supervisors) of a casino are 
applying the same standard in ranking each variable. The 
results are significant, which means that the dealers within 
each casino are applying the same standards when ranking the 
motivational-hygiene variables (Tables 14). The results are 
also significant for the supervisors, which means that the
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supervisors where applying the same standards in their 
perception of how they thought the dealers would rank the 
motivational-hygiene variables (Table 15).
Table 14.— Kendall Coefficient Fft Level of
Agreement by Dealers
| Casino Test Statistic |
I A 0.306 |
I B 0.404 11 c 0.304






Kruskal-Wal1 is one wav Analysis of Variance
The Kruskal-Wal1 is test statistic determines if the three 
groups of judges (dealers or supervisors) can be joined 
together as one population or group (Table 16). The results 
of the test show that the supervisors can be grouped together 
and referred to as one population.
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Table 16.— Kurskal-Wal1 is one way Analysis of Variance: 
Determines if Judges are from a Continuous Population
| DEALERS=1 










1 A 1.286 0.526
1 B 0.465 0.793
1 C 11.251** 0.004
1 D 0. 335 0.846
1 E 6.678** 0.035
1 F 3.026 0.220
1 G 2.202 0.333





2 A 2. 306 0.316
2 B 0.733 0.693
1 2 C 0.232 0.890 |
2 D 4.018 0.134
2 E 3.277 0.194
2 F 2.878 0.237
2 G 1. 988 0.370
2 H 0.412 0.814
2 I 0.216 0.898
2 J 0.035
»  !■ ' . ' I I I .  _ l  l l l l  J- - - - Li— .. 1 M . . J 1 I B
0.983
Note: A test statistic greater than 5.991 means the judges
are not from a continuous population for that variable (** 
denotes greater than 5.991). Probability at 2df statistic is 
the probability that the judges are from a continuous popula­
tion when evaluating that variable. Chi-square significant 
1 eve1 is .05
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There was a significant value of the Kruskal-Wal 1 is test 
statistic for variables good wages (C), interesting work (E), 
promotion and growth within the organization (H) , and sympa­
thetic help with personal problems (I) for the three groups of 
dealers. This means that the dealers, when evaluating 
variables C, E, H, and I, can not be considered to come from 
a continuous population, and therefore the three groups can 
not be joined together.
Spearman Rank Correlation Coefficient
The relationship between the sum rank of the variables 
for each group determines the correlation between groups. A 
perfect positive correlation means, if a change in group A's 
working environment changes the way group A ranks the vari­
ables, the same results will occur if group B's environment is 
changed in the same way. A perfect negative correlation means 
the two groups will react in the exact opposite manner in 
response to the same change in their working environment.
The results of the Spearman Rank Correlation Coefficient 
show that the three groups of dealers have a high positive 
correlation, and they will react in the same manner to changes 
in their work environment (Table 17). The statistical results 
show that there was also a high positive correlation between 
the three groups of supervisors (Table 18), which means the 
supervisors' perception of the dealers' attitudes will change 
similarly to changes in the dealers' working environment.
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Table 17.— Spearman Hank Correlation Coefficient 
Correlation between groups of Dealers
| Casino A compared Casino A compared Casino B compared
| to Casino B to Casino C to Casino C
1 +0.9273 +0.9515 +0.8424
Note: Range of test statistic is +1.0 to -1.0.
Table 18.— Spearman Rank Correlation Coefficient
Correlation between groups of Supervisors
Casino A compared 
to Casino B
Casino A compared 
to Casino C
Casino B compared 
to Casino C
+0.9116 +0.8815 +0.8450
Note: Range of test statistic is +1.0 to -1.0.
Conclusions
Statistically the groups are similar in their standards 
of evaluation in ranking the motivational-hygiene variables, 
and have a high positive correlation. Statistically the 
supervisors prove to be from a continuous population, while 
statistically the dealers proved to be from a continuous 
population except when ranking variables good wages (C), 
interesting work (E), promotion and growth within the organi­
zation (H), and sympathetic help with personal problems (I). 
The significance of the statistical results, along with a 
complete analysis, are presented in chapter 5.
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CHAPTER V 
ANALYSES AND CONCLUSIONS 
Introduct ion
The purpose of this study has been to analyze and suggest 
possible methods of improving the motivational working 
environment of casino dealers and to compare the motivational 
attitudes and perceptions of casino industry employees to 
hospitality and general industry employees.
This chapter has addressed the purpose of this study by 
addressing the subproblems and hypotheses. This chapter and 
study concludes with recommendations on how to improve the 
dealers' working environment, and recommendations for future 
research.
Subproblems and Hypotheses Analyses
The First Subproblem and Hypothesis
The first subproblem was to determine the motivational 
attitudes of casino dealers and if management has correctly 
perceived these attitudes. The results of the motivational- 
hygiene questionnaire revealed that the dealers are placing 
the greatest importance on good wages, job security, and good 
working conditions, which are hygiene variables and extrinsic 
in nature. The grouping of the sum of ranks for these three
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variables was very close for each casino. There was a 
consistent gap in the sum of ranks between the first three 
variables and the fourth variable ranked for all three 
casinos, which suggests the dealers were emphasizing a greater 
importance on the first three variables (Table 19).
Table 19.— .Comparison of Dealers Attitudes
Variables Sum of Ranks
| Hygiene Variables Casino A Casino B Casino C |
j Good wages (1) 460.5 (1) 176.0 (2) 1003.0 1
| Job security (2) 471.0 (2) 192.0 (1) 969.5
j Good working 
| conditions
(3) 500.0 (3) 251.0 (3) 1032.5
| Personal loyalty to 
| employees
(6) 847.0 (5) 409.0 (7) 1434.5
j Tactful discipline (8) 996.0 (7) 461.0 (8) 1524.0 |









Mot ivat ional 
Variables
Casino A Casino B Casino C
Full appreciation 
j of work done
(4) 753.5 (4) 361.5 (5) 1356.5 I
Promotion and 
growth within the 
j organization
(5) 786.0 (8) 479.0 (4) 1217.0
j Interesting work (7) 922.5 (6) 454.5 (6) 1370.5
Feeling of being in 
| on things
(10) 1121.0 (10) 540.0 (9) 1602.0
Note: Rank of variables are in parentheses. The possible sum 
of ranks for each casino is different due to the differences 
in size of each population surveyed.
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The results of the study show that management has 
correctly perceived the motivational attitudes of the dealers 
which they supervised (Table 20).
Table 20.— Comparison of Casino Surveys: Dealers' Attitudes
versus Supervisors' Perception of Dealers' Attitudes
| Rank of 
Variables
A B C D E F G H I J
Casino A
Dealers 10 4 1 3 7 2 6 5 9 8
Supervisors 10 5,6 3 2 8 1 5,6 4 7 9
Casino B
Dealers 10 4 1 3 6 2 5 8 9
7
Supervisors 10 5 1 3 6,7 2 6,7 4 9 8
Casino C
Dealers 9 5 2 3 6 1 7 4 10
8
Supervisors 8 4 1 2 10 3 6 5 7 9 1
Note: Two numbers in one box denotes a tie for that
variable.
Supervisors of all three casinos ranked the same motiva­
tional attitude variables either first, second, or third. 
These variables were the same variables that the dealers 
ranked either first, second, or third. The only significant 
variance between management and dealers in the ranking of the 
motivational-hygiene variables was with Casino B and only one 
variable. The supervisors ranked promotion and growth within 
the organization (H) fourth, while the dealers ranked it
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eighth. Supervisors working at Casino B were also the most 
accurate in their perception of dealers' attitudes. The 
supervisors ranked the first three variables exactly as the 
dealers ranked them. Therefore, the first hypothesis, which 
stated that the perception of dealers' motivational attitudes 
by supervisors are different than the actual motivational 
attitudes of casino dealers, was proven to be invalid.
The Second Subproblem and Hypothesis
The second subproblem was to compare the motivational 
attitudes of casino dealers with the motivational attitudes of 
hospitality and general industry employees of previous studies 
(Table 21).
The casino dealers ranked all the motivational-hygiene 
variables differently than the employees of previous studies, 
except for sympathetic help with personal problems. The 
casino dealers, modern general industry, and hospitality 
industry employees ranked the variable either ninth or tenth. 
The study conducted in 1946 of general industry employees 
ranked it third, possibly due to post-war problems employees 
were faced with. Therefore, the second hypothesis, which 
stated that the motivational attitudes of casino dealers are 
different than the motivational attitudes of hospitality and 
general industries employees of previous studies, was proven 
to be valid.
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Table 21.— Comparison of Dealers' Attitudes to Employees' 
_________________ Attitudes of Previous Studies_____________
Casino Previous Studies
I A
B C VARIABLES 1946 80 87 88
1 1 2 Good wages 5 5 5 3
2
2 1 Job security 4 4 4 4
3
3 3 Good working conditions 9 7 7 7









5 7 Personal loyalty to 
employees
8 8 8 8
1 7 6 6 Interesting work 6 1 1 2
8 7 8 Tactful discipline 10 10 9 10
9 9 10 Sympathetic help with 
personal problems
3 9 10 9
10 10 9 Feeling of being in on 
things
2 3 3 6
The Third Subproblem and Hypothesis 
The third subproblem was to compare the perception of 
employee attitudes by casino supervisors to the perception of 
employee attitudes by general and hospitality industry 
supervisors of previous studies. The casino supervisors 
perceived the motivational attitudes of their employees to be 
very similar to the general and hospitality supervisors' 
perception of their employees' attitudes. The general 
industry supervisors consistently perceived their employees 
would rank good wages first, job security second, promotion 
and growth within the organization third, and good working
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conditions fourth. The casino supervisors perceived that the 
dealers would rank good wages, job security, good working 
conditions, and promotion and growth within the organization 
as the four most important motivational variables (except for 
Casino C). Casino C ranked promotion and growth within the 
organization fifth instead of fourth. The casino supervisors' 
perception of employees' attitudes was closest to the hospi­
tal i ty supervisors ' survey in 1988 (Table 22). Therefore, the 
third hypothesis, which stated that the ranking of the ten 
motivational-hygiene variables by casino supervisors would be 
the same as the ranking of the ten motivational-hygiene 
variables by general and hospitality industry supervisors of 
previous studies, is valid.
The Fourth Subproblem
Introduct ion
The fourth subproblem was to analyze how management may 
improve the dealers' motivational environment. In order to 
address the fourth subproblem, an analysis of the dealers' 
ranking of the motivational-hygiene variables, using the 
motivational theories previously reviewed, is presented. An 
analysis of the dealers' working environment, in conjunction 
with the dealers' ranking of the motivational-hygiene vari­
ables, is also presented. Following these analyses are 
recommendations as to how management may improve the dealers' 
motivational environment.
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Table 22.— Comparison of Supervisors Perception of
_______________________ Employee Attitudes_________________
Casino Previous Studies
A B C VARIABLES 1946 80 87 88
3 1 2 Good wages 1 1 1 1
1 2 3 Job security 2 2 2 2
2 3 1 Good working 
conditions
4 4 4 3
5,6 5 4 Full appreciation of 
work done
8 8 8 5 1
4 4 5 Promotion and growth 
within the organiza­
tion
3 3 3 4 1
5,6 6,7 6 Personal loyalty to 
employees
6 7 7 7
I 8 6,7 10 Interesting work 5 5 5 61 9 8 9 Tactful discipline 7 6 9 9
7 9 7 Sympathetic help with 
personal problems
10 9 6 10
10 10 8 Feeling of being in 
on things
9 10 10 8
Note: This table compares the casino supervisors' perception
of dealers' attitudes to general and hospitality supervisors 
perception of their employees' attitudes.
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Analysis of Dealers' Ranking of the Variables
At first glance, the motivational environment, as viewed 
by dealers in the casino industry, would seem to be extremely 
positive since the supervisors have correctly perceived the 
motivational wants of the dealers. However, the opposite is 
suggested. The dealers’ motivational environment may not be 
positive, but negative or demotivational.
According to Herzberg's Motivational-Hygiene theory 
(Herzberg 1968), good wages, job security, and good working 
conditions, are hygiene variables, extrinsic in nature, and 
are not motivators. Hygiene factors (variables) provide 
either job dissatisfaction or no job dissatisfaction, and 
relate to Maslow's (1943) lower-level needs of physiological 
and safety needs. The dealers and supervisors consistently 
ranked hygiene variables either first, second, or third, while 
the variables listed in the survey questionnaire that are 
motivational factors, and relate to Maslow's (1943) upper- 
level needs, were listed fourth through tenth by the dealers 
and supervisors. The problem for the casino manager may be 
that the dealers are tel 1ing management they are dissatisfied 
with their working environment by ranking good wages, job 
security, and good working conditions either first, second, or 
third.
An important question is why are the dealers dissatisfied 
with their working environment? Have the dealers ranked 
hygiene factors first, second, and third because they are
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desiring augmented hygiene factors as rewards (higher wages, 
increased job security, and better working conditions) in 
order to satisfy their lower-level needs? Or have the dealers 
ranked hygiene factors first, second, and third because 
management is only offering dealers hygiene rewards, and the 
dealers' perceive that they have no chance of receiving 
motivational rewards (achievement, appreciation, and recogni­
tion) in order to satisfy their upper-level needs?
It is submitted that the main reason why dealers have 
ranked good wages, job security, and good working conditions 
either first, second, or third, is that management has stifled 
the upper-level needs of the dealers to the point that they 
are frustrated and have regressed to lower-level needs, which, 
in turn, causes the lower-level needs to take on greater 
importance. In other words, the dealers are saying that if 
you (management) refuse to appreciate us or give us recogni­
tion (i.e., positive feedback, self-esteem needs), then pay us 
more, give us more job security, and provide us with better 
working conditions.
The plausible consequence of stifling the upper-level 
needs of casino dealers, is a motivational environment that is 
demotivational. A demotivational environment causes excessive 
employee turnover, customer dissatisfaction, and dealers who 
are not motivated to work beyond the minimum effort required 
to keep from getting fired.
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Analysis of Dealers' Working Environment
The researcher has personally worked in the casino 
industry for eleven years (six as a dealer and five as a 
supervisor), and believes that the negativity of the motiva­
tional working environment may be extreme in nature. The 
following review addresses this contention.
There are few opportunities for a sense of achievement 
for dealers working in the casino industry. According to 
Herzberg's (1968) study, achievement was listed most frequent­
ly as the motivational factor that led to job satisfaction. 
Goals, which are a major source of achievement, are not set 
for either dealers or supervisors. Without goals, the only 
opportunity for the dealers to have a sense of achievement is 
a raise in pay or receiving tokes (tips) from a customer. The 
dealers feel a sense of achievement when management gives them 
a raise, or they might feel a sense of appreciation when 
toked. This is one possible explanation why good wages were 
ranked mostly first, second, or third by dealers, as compared 
to employees of previous studies that ranked good wages third 
and fifth (Table 21, page 66).
The motivational factor recognition (ie. positive 
feedback), which relates to the motivational-hygiene variable 
full appreciation of work done, was listed in Herzberg's 
(1968) study as the second most frequently listed motivational 
factor leading to job satisfaction. Recognition and positive 
feedback were rare and inconsistent work experience for this
72
researcher. Behavior by the dealers that may be perceived as 
exemplary by one supervisor, resulting in positive feedback, 
may be interpreted as incorrect behavior by another supervi­
sor, resulting in negative feedback. Eventually, dealers who 
are attempting to excel will stop putting out that extra 
effort for fear of punishment due to the inconsistency in 
management, which further eliminates the dealers' chances for 
satisfaction of motivational needs. The lack of positive 
feedback or recognition, along with inconsistencies by 
management, is a possible explanation why dealers ranked full 
appreciation of work done fourth and fifth, as compared to 
previous studies that ranked full appreciation of work done 
first and second (Table 21, page 66).
Another area that management needs to address is the work 
itself, which relates to the motivational-hygiene variable 
interesting work. Herzberg's (1968) study showed that work 
itself was the third most frequently listed motivational 
factor leading to job satisfaction. Management may be able 
to make the dealers' job more interesting by emphasizing 
friendliness more and game protection less. Modern gaming 
customers want to be entertained and have friendly dealers to 
add to their gaming experience. Yet management, while 
acknowledging the gaming customers' desire for friendly 
dealers by asking the dealers to be friendly, is also requir­
ing the dealers to police their game or face punishment 
(usually termination). This is viewed as an unnecessary
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burden on the dealers because very few dealers are actually 
capable of catching a professional or even a good amateur. 
The cost of losing customers, due to unfriendly dealers 
fearing the loss of their job, is much greater than the 
savings as the result of dealers stopping customers from 
cheating (assuming they could catch a professional).
An alternative solution for game protection would be for 
management to increase the number of plain clothes security 
employees, whose responsibility would be to police the games. 
This would allow the dealers to concentrate on being friendly 
while dealing, which would make the job more enjoyable and 
interest ing.
A comparison of management theory may also explain why 
the employees in the 1946 study and the dealers ranked 
interesting work sixth or seventh, as compared to previous 
studies that ranked interesting work first and second (Table 
21, page 66). In 1946, managers were still using Management 
by Direction as the popular management technique. Goals were 
not set, employees were told what to do, how to do it, and 
when to do it, which could also be a description of how 
dealers are managed. Dealers are told how to deal, when to 
deal (most casinos require the dealer to ask for permission to 
shuffle so the supervisor can protect the game), what game to 
deal on, when to go on break, rules and procedures that must 
be followed (some supervisors enforce all the rules and some 
none), and told to "dummy up and deal" if they talk too much.
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A possible solution to creating a more interesting job for the 
dealers, and avoid a negative working environment, would be 
for management to change from using Management by Direction to 
Management by Values.
In summary, inconsistent interpretation and application 
of rules and procedures, too many rules and procedures, along 
with the expectation that the dealers will be friendly to 
customers while protecting their games, are reasons why 
dealers have ranked interesting work mostly sixth or seventh, 
while employees of previous studies ranked interesting work 
first or second (Table 21, page 66).
The reasons stated above may also explain why job 
security is ranked so high by dealers. Dealers ranked job 
security first and second, while employees in previous studies 
ranked job security fourth. Herzberg's (1968) study showed 
that job security was the least frequently listed hygiene 
factor that led to job dissatisfaction, which shows how unique 
the dealers' working environment is.
A definite reason why the dealers ranked job security 
first and second is the casino industry's history. Histori­
cally, the casino industry has a high employee turnover ratio. 
Another possible reason is that dealers spend a lot of time 
socializing while on breaks, and on occasion they talk about 
the reasons that dealers were fired. Almost every dealer at 
one time or another has listened to other dealers telling 
stories (possibly exaggerated) about mass firings or being
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fired for some unjust reason. "Old-timers" love to tell
"rookies" about what it was like in their day and how much 
"heat" (managements' attempt to fire dealers) there used to 
be. This story telling (which at times is extremely humorous) 
has perpetually carried on the casino industry's image of poor 
job security. Plus, there are so many rules and responsibili­
ties, that the dealers can get fired for almost anything at 
anyt ime.
Another and unfortunate reason why dealers perceived job 
security to be so important and why supervisors perceived that 
dealers would rank job security first, second, or third, is 
that management has often promoted supervisors (especially 
boxmen) who consistently turn in dealers for rules or proce­
dure infractions. The supervisors who excessively enforce the 
rules and procedures are usually promoted because management 
perceives that they are doing a good job. The competent 
supervisors, who are able to motivate dealers, handle problems 
immediately without having to consult the pit bosses, or write 
warning slips, at some casinos are considered to be disloyal 
to the house (casino and higher ups) and unwilling to enforce 
the rules.
In summary, there are many factors involved as to why the 
dealers ranked job security first and second. Management can 
change the dealers' attitudes and image of the casino industry 
by training and educating their supervisors to be more
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The following recommendations on how to improve the 
dealers' working environment are reviewed:
1. Apply Management by Value concepts to Casino 
Management.
2. Create a Team working environment.
3. Change the job description for dealers.
4. Change the toke distribution system for dealers.
The First Recommendation
The first step that management should take in order to 
create a positive motivational environment is that casino 
managers should apply Management by Values concepts. MBV is 
"an approach to developing greater consistency throughout" the 
casino "as a basis for shaping and clarifying individual 
behaviors that are consistent with the reason the organization 
exits" (Goll 1990, 56). The reason the organization exists is 
the common value that should be a part of every casino employ­
ee's own value system. It is this organizational value that 
separates one casino from another, strongly identifies the 
casino to the public, and is the common bond between the 
organization and its employees. This common value is the 
strength in the chain that bonds the employees together for
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the benefit of the organization. Without this common value, 
the chain becomes weak and breaks, which leads to 
inconsistencies in management, and goals which are self- 
serving and apart from the goals of the organization. All the 
functions of management should illustrate and communicate the 
value system of the organization, which leads to consistency 
in hiring, firing, rules and procedures, promotions, recogni­
tion of employees, personnel evaluation, and so on (Illustra­
tion 1, page 78).
The Second Recommendation 
The second recommendation is to create a Team working 
environment. The main reason for creating a Team working 
environment is to enable employees to feel a sense of achieve­
ment, and to motivate the dealers to work beyond the minimum 
effort required by management. The concept is to divide the 
casino pits into teams. Each employee is part of a team, and 
each team competes with other teams for motivational rewards. 
Smaller casinos could make the pit bosses or floor supervisors 
the coaches. Larger casinos could allow the dealers to pick 
a dealer to be the coach. The rewards should be developed and 
agreed to by both management and dealers. The rewards that 
are developed should satisfy the dealers motivational needs 
and not hygiene needs. Some possible rewards are, preferred 
parking, preferred seating in the employees' cafeteria, and 
team jackets. These rewards all relate to recognition, which 
are intrinsic and thus motivational.
78
Illustration 1.— Positive Motivational 
Environment Flow Chart
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Management can use goal-setting as a means for determin­
ing the winning teams and outstanding team members. Teams 
could be evaluated on customer satisfaction. Management could 
place survey cards at the casino games, cashier cages, and in 
customer rooms.
Dealers should not be made to wear badges displaying team 
names, which would communicate the Team concept to the public. 
This usually only results in teasing by losing customers and 
could lead to friction between customers and dealers. Only 
the pit number should be communicated to the customers if 
identification of the team member is needed.
An extremely important concept, which is critical to the 
success in creating a Team working environment, is to never 
use the Team concept for disciplinary actions against any 
employee. If the dealers sense that managements' application 
of the Team concept is just another method for management to 
fire them, the concept will never work. If supervisors are 
included as part of the team or as coaches, promotions should 
not be made as a result of how well the supervisors' team 
performs. This would lead to putting pressure on the supervi­
sors as they would only perceive their teams' performance as 
a reflection of them. Any inference to promotions or firing 
should be totally avoided.
Applying a Team concept, in order to create a Team 
working environment, will unite the employees and make the job 
more interesting and rewarding for the dealers. The dealers
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should exhibit better customer relations behavior, increased 
productivity, and become more retainable as they experience a 
sense of achievement.
The Third Recommendation 
The third recommendation is to revise the job description 
for dealers. The dealers are possibly the casino's greatest 
asset for attracting and retaining gaming customers. By 
creating a job that emphasizes friendliness to the customers 
instead of game protection, the job could become less stress­
ful and more enjoyable. If the dealers are not able to relax 
and feel comfortable while being friendly and talking to the 
customers, they simply will only talk to customers who toke. 
The reason is that every time they talk to customers while 
dealing, the dealers realize that they are diverting their 
attention from game protection to customer relations, which at 
most casinos is dangerous to the dealer's job security. The 
researcher has watched many dealers who never talk to the 
customers. These dealers are perceived by management as "good 
dealers" because they seem to be more interested in following 
procedure and game protection than "hustling the players for 
tokes." The dealers that always talk to the customers, 
develop friendships that enhance customer retention, will 
usually make more mistakes than the dealers that never talk 
while dealing, which results in punishment by management. 
Eventually, friendly dealers will stop being friendly due to
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fear of punishment, and will only talk to players that are 
worth the risk (good tippers).
It is suggested that management should revise the job 
description of the dealers by eliminating the responsibility 
of policing the games, and possibly easing up on the procedure 
requirements. Instead of calling the employees "dealers," 
management could refer to them as "game entertainers" or "game 
hosts." The change in title could result in increased focus 
and motivation to entertain the customer as though they were 
a guest in the dealer's own home.
The Fourth Recommendation
The fourth recommendation is to change the toke distribu­
tion system for the dealers. Presently, most Las Vegas 
casinos distribute tokes on a daily basis. The first words 
that most dealers hear upon arriving to work are "what were 
tokes yesterday?" If tokes are higher than normal, the 
dealers are usually friendlier to the customers for that day. 
If tokes are lower than normal, the dealers are usually upset 
with the customers and management. When tokes continue to be 
above normal, motivation is not increased because money is not 
a motivator, money is an extrinsic reward that causes either 
job dissatisfaction or no job dissatisfaction. Hence, when 
tokes are either normal or above normal, the dealers should 
experience no job dissatisfaction (at least as far as wages 
are concerned). When tokes are below normal or continue to be 
below normal, the result is job dissatisfaction. By changing
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the toke distribution from a daily experience to distributing 
tokes weekly or biweekly, management could eliminate the 
stress associated with the volatility of the current toke 
distribution system.
Try to imagine that employees income is tied to the Dow 
Jones Average. When the Dow increases above 2500, their daily 
wages increase, when the Dow decreases below 2500, their 
daily wages decrease. This scenario is very close to the 
stress the dealers feel everyday. Dealers may choose to 
become supervisors mainly to avoid the volatility of toke 
distribution. They may be willing to take a cut in wages in 
order to have the peace of mind associated with a steady 
salary and biweekly check.
The toke system that is proposed represents a dramatic 
change. The concept includes the creating of a toke fund. 
The purpose is to eliminate the volatility of the current 
system by distributing a specified daily or hourly rate to the 
dealers out of a pre-established fund. Weekly, or biweekly, 
the dealers would receive a check drawn from the toke fund or 
toke checking account. The toke system will require a 
sophisticated computer program in order to properly maintain 
and distribute tokes.
There are five steps to implementation of this system:
1. A base dollar amount has to be established in an 
account. This amount should be voted on by the dealers 
working at the casino. The casino could establish the
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base amount for the dealers and allow the dealers to 
benefit from the interest. The base amount would always 
belong to the casino.
2. A specified hourly toke rate must be agreed upon. The 
rate should be slightly less than the average hourly rate 
for the previous year in order to maintain a specified 
base. The fund should increase slightly over a year's 
time.
3. The dealers' tokes would then be deposited daily into 
an account in order to earn interest. On a weekly or 
biweekly basis, each dealer would be paid at the hourly 
rate previously determined for the amount of hours he or 
she worked.
4. At the end of the year, just before Christmas, the 
toke fund should be adjusted and any excess should be 
distributed to the dealers. The amount each dealer 
receives will depend on how many hours that dealer worked 
for that year. In the event that a dealer leaves the 
organization, a check for their share of the excess cash 
in the fund should be issued.
5. Once a year, more or less if necessary, the daily 
toke rate should be adjusted and voted on.
In summary, the dealers' working environment should 
become less stressful, which should decrease turnover, and 
increase profits. The expense to the casino, if any due to
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the administration of the fund, should be weighted against the 
potential increase in revenue for the casino.
Summary
The motivational attitudes of dealers, as shown by this 
study, are peculiar to the casino industry. Nevertheless, the 
job of dealing in a casino could be one of the more enjoyable 
jobs in the country. By reducing the stressful elements of 
the job, creating a fun atmosphere to work in, and most 
importantly, developing a consistency of values throughout the 
organization, the dealers, customers, and casino industry will 
benef i t .
Recommendations For Future Research 
The researcher recommends researching the motivational 
attitude changes that may or may not occur after a person has 
become a dealer, and worked as a dealer for more than one 
year. This could include surveying new dealers at a break-in 
casino, having them answer the questionnaire each preceding 
year, and comparing the results in order to identify when and 
why their motivational attitudes have changed. It is hypothe­
sized that the motivational attitudes of the dealers will 
change after one year of dealing.
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